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In 1994 an in-depth limnological study of Cottage Lake, located in King County near the city of Woodinville, was completed and showed that total phosphorus was present at excessive levels in the lake. The Cottage Lake Total Maximum Daily Load (TMDL) was developed by the Washington State Department of Ecology (Ecology) and was approved by the Environmental Protection Agency (EPA) in September of 2004. The TMDL set a target level of 20 ug/L for total phosphorus in the lake in order to meet water quality standards. Ecology then developed a more detailed implementation plan, which was submitted to EPA in 2006. The implementation plan is the second half of the TMDL which details what actions should be performed and which entity will carry out those actions to help a particular waterbody meet its water quality goals. In response to this TMDL, King County applied for and was awarded a Centennial Clean Water Fund (CCWF) grant by Ecology.
The goal of the Cottage Lake Phosphorus Reduction Project was to reduce phosphorus pollution entering Cottage Lake, and its inlet streams through several different educational and restoration techniques implemented throughout the watershed. Water quality monitoring was also performed as part of this project to compare it to monitoring done for the TMDL, as well as to see if any changes in water quality could be measured while implementing the educational and restoration activities. The King County Water and Land Resources Division (WLRD) worked on the Cottage Lake Phosphorus Reduction Project for six years. During this time, WLRD flagged important reminders critical to the operation and success of any long-term, large-scale project. 
The intention of this guidebook is to share the reminders WLRD staff found most useful as the project moved through a variety of challenges in staffing, task evolution, and budget. It is hoped that these reminders may prove equally useful to lake managers, citizen groups, nonprofits, homeowner associations, and government agencies as they embark on projects that are long term and have a large scope. More specific information about the Cottage Lake Phosphorus Reduction Grant can be found in the Final Grant Report available after June 2011 through Ecology. 
Reminder 1: Make sure to build in time for project team meetings and communication.
This may seem obvious, but if communication within the project team breaks down, it can lead to project delays, misunderstandings, and general confusion. It may seem like overkill at the beginning of a project to build in quarterly meetings, conference calls, and other various ways of communication, but as projects unfold and team members get busy, it is critical to have set times to regroup and talk about the project. These “check-ins” with the entire team ensure that everyone is on the same page, work is progressing, and potential problems can be dealt with as they arise.
This reminder was important to the WLRD team working on the Cottage Lake project when major staff changes occurred within both the grantee and grantor organizations. WLRD had originally written the grant for a staff of five people, and over the first two years of the project the project team was reduced to two people. This left a very ambitious work plan with two people taking on all of the work in addition to their other tasks. Staff changes also occurred at Ecology within the first two years of the project, resulting in both the financial and project management of the grant reassigned to other staff. Although neither of these occurrences is likely to be fatal, it is imperative to make sure everyone shares the same understanding of the project, what is expected on both sides, and to have the ability to make adaptive management decisions in the event of changes.
A clear and concise communication plan derived from the contract that reviews project deliverables, deadlines, budgets, and goals is absolutely essential to the success of any multiyear, large-scale project. 
Reminder 2: Project Management is a large task, larger than possibly anticipated.
One task that became more time intensive than WLRD anticipated was project management. Project management can sometimes be viewed as the extra tasks of tracking costs, hosting a few meetings, and writing reports, thus taking away dollars and time from the more important work of the project. However, in a long-term project there is a lot of necessary coordination and communication that needs to be done to keep the project running smoothly. Dedicating sufficient resources to project management allows the project to keep the work on track, guarantee that deliverables and actions are not forgotten, make sure people are up to date and communicate well, and produce project summary information that is much easier to share with others. 
The reminder reinforced during this project is that project management cannot be shortchanged. It will generally take more time and budget than originally thought because projects are constantly changing and adapting. Without proper attention to project management, projects may be susceptible to road blocks, miscommunication, and delays in schedules and deliverables.
Reminder 3: Embrace new ideas and changes as they develop.
Every successful project originally sets out goals and deliverables to make sure the work progresses and tasks are accomplished. However, there is a greater likelihood of change over long-term projects. WLRD staff were reminded that when working on a watershed scale, flexibility to accommodate change is essential.
The Cottage Lake project focused on working with the lakeside community–both as participants in educational activities and as volunteers to help run educational and restoration activities. When working so closely with community members, the probability of change over time is high. People move in and out of the watershed, community group participation changes, and community ideas change. Although it is difficult to predict how or when the changes will occur, preparing for inevitable change will help keep the project on track and moving forward. Below are a few examples garnered from the Cottage Lake project:
 People move in and out of communities. This is important for educational efforts because to reach as many residents as possible, it is important to have educational brochures and handouts always available for new participants. It may be best to have them available on web pages or as digital files, so they can be easily shared. Periodically, give stacks of printed materials to a local library or community meeting spot where people can pick up the information. It also may be worth offering topical workshops multiple times during the project timeline, so that the issue remains prominent in the community, and everyone gets more than one chance to participate.
 Community groups change both membership and character over time as well. People join and leave frequently, and project staff may have the longest attendance record of any participant by the time the project ends. Be patient with the learning curve of new members. Keep good meeting notes about your project from the beginning and keep them organized, so community members can be caught up to speed quickly about the project.
 Project teams may change. When project proposals are first written, there are often specific staff in mind for doing the work. However, in long-term projects, the team may change due to people taking new jobs, budget cuts, and organizational shifts in resources. When staff changes occur, revisit the project as a team and assess what might need to change within the project. It should be established early if any flexibility exists within the contract, such as modifying deliverables, moving money between tasks, and adding new ways to measure success.
Remember that multiyear projects frequently take unexpected turns, and it is important to harness the team and volunteer energy present at any given time to accomplish what was set out to be done, even if that requires a little creative thinking and task modification.
Reminder 4: Keep goals realistic.
It is easy at the beginning of any project to think one project can “do it all.” Although it is good to be optimistic and to set inspiring and impressive goals, it is more important to set up the project for success with realistic goals and deliverables, focusing on goals that can be accomplished, and make sure that the activities are designed to achieve that goal. 
In the Cottage Lake grant, one of the main goals was to attempt to reach the TMDL prescribed level for phosphorus of a summer average 20 ug/L in the lake. The more easily achieved goal would have been to reduce the phosphorus loading from the watershed, which in time might limit the amount of phosphorus recycled internally in the lake. The activities developed for the grant could not ensure that 20 ug/L TMDL would be achieved within the project timeframe.  The project was able to have a direct long-term impact on decreasing the phosphorus loading from the watershed by educating residents to reduce their use of phosphorus-laden products and restoring shorelines to intercept nutrients in stormwater.
The big reminder in goal setting is to keep it simple, attainable and realistic. It is helpful to think about what kind of improvement you can actually expect to make with your project, in what amount of time, how improvement or impact can be measured, and what actions would provide the greatest benefit. 
Reminder 5: Make sure to evaluate.
Sometimes the only way to understand the real success of a project is to find new ways to evaluate it.  The key is to measure things that could be attributable to the project. This allows for evaluation to be done in many forms, such as measuring water quality over time, plant survival in a restoration area, or personal activity surveys to evaluate how much a community has learned from educational efforts. 
Since the Cottage Lake project was focused primarily on education and outreach, it made sense to carry out a community survey as part of the evaluation efforts. The survey targeted a subsample of the watershed population that included residents living along Cottage Lake and the inlet streams, as well as randomly selected residents living elsewhere in the watershed. The survey was distributed in the beginning of the project to evaluate perception of Cottage Lake water quality prior to any project work, and it was re-administered during the last year of the project to the same addresses to evaluate the effectiveness of the education and outreach campaign. When proposing the project, it was felt that the survey would be most informative if sent out at the beginning and end of the project. However, it became clear that a large time lapse can affect the retention of the message delivered and new residents may not have participated in early education efforts. 
Water quality monitoring was used as a way to evaluate the environmental effects of the project. This evaluation method was critical, as it allowed comparison to the lake phosphorus goals that were set as the TMDL target. However, water quality changes may take a long time to react to activities, modifications, land restoration, or behavioral changes in the watershed. Although the data collected are useful for evaluating water quality compared to the first study done on the lake and its tributaries ten years ago, it is likely too soon to fully understand how the watershed projects accomplished through this project will affect water quality over time. 
When it came to measuring restoration success, obvious measurables are how much area was restored and the survivorship of the planted vegetation. These are direct ways to show that the restorations were planted correctly and surviving. However, these measures do not address the impact of restoration on the goal of phosphorus reduction. Even though measuring water quality during and after restoration activities may show correlations, it does not illustrate cause and effect. Other land use actions nearby can also have a role, such as in the case of Cottage lake; the purchase of the Futurity Farms equestrian operation by the Catholic Church for building a facility along the Woodinville-Duvall Road, thus decreasing hobby farm land use along Daniels Creek.
Reminder 6: Think outside the basics when it comes to outreach and emphasize the projects that have high participation.
[bookmark: location]It is important, especially in an educational project, to have multiple ways to get the public involved, both as volunteers and as recipients of information. WLRD staff tried several different methods to engage people from workshops and booklets to restoration events and community group participation. Over the course of the project, we learned that some approaches to community outreach and volunteer involvement worked well and others fell flat. 
We discovered that workshops were not a method preferred by the community for getting information, and alternate ways needed to be used other than postcards and flyers. To increase visibility, Friends of Cottage Lake (FOCL), the main community partner on the project, put together a website that announced volunteer events, workshops, and general project information for others in the watershed to learn about the phosphorus problem facing the lake, the larger scope of the project, and how they could participate. The community also responded to the restoration work at the park. FOCL capitalized on this and started an annual plant sale in the watershed with a large emphasis on native plants and their benefits. This event allowed people to buy plants and also get information about the project through an information booth staffed by volunteers at the sale. 
If people are more interested in restoration than education, it is important to cater to that. Although a project may have planned wonderful workshops, the community may be more excited about doing work outside. Make sure to gauge community and/or volunteer strengths to plan how and where to use their effort. While no task should be abandoned because the community does not show overwhelming enthusiasm, if one particular activity really gets people involved, it should be emphasized. If people become involved in one part of the project, it may lead them to expanding to other tasks.
A few key reminders cropped up during this project: 
People in communities may not be able to attend weeknight workshops. Weeknight workshops were often scheduled because there was less conflict for county staff and speakers to attend them. However, this may have caused more problems for residents in the watershed because it coincided with dinner time, necessitated finding child care, and conflicted with changing work schedules. Increasing the number of weekend workshops might have attracted more attendees or at least offered alternatives.
People liked variety when it came to getting information and participating in the project. The Cottage Lake project offered both active and passive ways to get involved – some residents only wanted to spend a few hours on a Saturday helping with restoration, others liked all the workshops, while still others liked to attend the plant sale and pick up printed information about the project. The very dedicated community members were especially helpful in spending time in community outreach by talking with neighbors, participating in phone trees for workshop invitations, and helping collect surveys by door knocking in the neighborhood.
The most effective way to connect with a community may change over time. In the initial years of the grant we had many people getting involved through activities like phone trees and door knocking. Large turnouts to restoration events were also observed. WLRD staff recognized by the midpoint of this project that volunteers had drifted away and only a dedicated few remained, which led to some burnout. Staff had to learn how to tap other groups of volunteers aside from the lakeside residents to help with projects and task completion. These groups included boy and girl scouts, churches, and even private businesses.
Reminder 7: Budget appropriately, but keep flexibility. 
Budget is the hardest thing to estimate accurately in any project. Every project starts out with a budget that makes sense at that point in time. However, for long-term, multifaceted projects, costs rarely follow the budget estimates precisely. It is difficult to predict what connections a community will make during a project, and it may be that the project team put a lot of money into one task that the community doesn’t respond to and shortchanged another task that the community is eager to participate in and expand. In addition, costs for outside services can change considerably from what was current at the time of budget building, due to unforeseen or unforeseeable circumstances.
In the case of the Cottage Lake project, the initial budget for education was high, from thinking that workshops and informational pieces would be most welcomed. However, the community responded to working on community property restoration more than to educational products.  Restoration costs were increased at the park because of shoreline erosion issues and developing effective delivery of a positive message about shoreline restoration to property owners in the area. WLRD staff recognized that to continue the restoration work, maintain the enthusiasm and matching in-kind contribution of the community, and continue the message being delivered to residents, money needed to be redistributed between tasks in the budget. 
Another important reminder was that even with building in contingency money to the tasks within the project, sometimes it is not enough. There may be unexpected budget increases that are not within the control of the project manager, such as lab analysis increases or staff salary increases, and flexibility may be required to adjust the project tasks to match the money available. Changing the water quality monitoring design was one example of an adjustment made by King County staff when it was realized that laboratory costs were going up faster than accounted for in the adopted budget.
Additionally, if there is a match requirement in the project work agreement, creative ways may need to be employed to find matching in-kind or cash contributions, both within your agency or outside. Be sure that the language in the grant contract allows for maximum matching flexibility if the project is depending on in-kind labor and materials matching from community volunteers.
Reminder 8: Keep timelines realistic. 
Setting aside the right amount of time for each task is critical. If it is too short the task may not be given enough attention and short cuts may be taken or deliverables may not be completed. If the timeline is too long, there is a risk of dragging tasks out, having communities lose interest in the project, and not planning enough activities to keep the task relevant and engaging. 
The Cottage Lake project encountered some timeline issues throughout the course of the six years. The long timeline was good for activities such as water quality monitoring because trends sometimes need data collected over time for detection. However, the six-year timeline was a hindrance in other tasks and deliverables, such as educational efforts and keeping volunteer/community interest. At the outset of the project, community members and groups were very excited to participate in the project, but over time the numbers of community members participating decreased and only a dedicated few remained to work on the project tasks. In discussing this with other project teams, this was a theme in common for similar projects.
Timelines are critical to think about when scoping a project. Some projects, such as ones that are focused scientific studies, may benefit from a longer timeline. Projects that are focused on community participation and education might benefit from a shorter timeline that allows for both intense involvement and evaluation of efforts while activities are still occurring. Combining both efforts has many attractions, but can be tricky to achieve success in both arenas.
Reminder 9: Plan something for wrap up and be sure to thank everyone for their help.
In long-term, large-scale projects, there are many players who help to get things done. It can be a surreal feeling when the project comes to an end.  To help everyone with closure, plan one last event for participants to come together, reflect on what they have done, and hopefully make the commitment to continue the good work through their own work and efforts.
In the case of the Cottage Lake project, people will be attending one last restoration effort at the public park. Since the park has been a focal point for all the effort and is a jewel used greatly by the community, it is a great place to have people come to see all their hard work pay off, receive thanks for their efforts, spend a little more time helping out, and see all the people they worked with over the years.  At this event, WLRD staff will be sure to acknowledge those who were most dedicated to the project and let everyone know just how important their contributions were in everything that was achieved over the last six years.
WLRD was also reminded that it may be helpful to leave the community with one last education piece to help perpetuate the message of the project, to reinforce the project goals, and to leave the community with something that helps them reflect on all the hard work.
After all the time, energy, and effort that goes into long-term, large-scale projects, it is important to give some time for reflection on all the incredible things that were accomplished. Bringing everyone who worked on the project throughout the years together and offering thanks also gives people the chance to see how much was done and how their hard work and efforts paid off. A little celebration goes a long way to make sure the project ends on the highest note possible, leaves people feeling good about their efforts, and excited to continue the work towards the overarching goal.

9
image3.png




image1.jpeg

image2.png
Lg King County

Department of
Natural Resources and Parks

Water and Land Resources Division
201 South Jackson Street, Suite 600
Seattle, WA 98104





